.,POE Bulldmg on
:20-20 Hindsight

" Shortly after a new California
-‘fpi"is{m opened, the warden:re-
quested $3.2 million in change
" 'orders to make the kitchen func-
“tional. Bur before authorizing
- this expenditure, the California
" -Department of Corrections. and
* Kitchen Capital-Expenditure
! Managers, working with one of
the authors (Zimring), per--
. “formed a Post- Occupancy Evalu-
“ation (POE) of the facility.
Rather than faulting the archi-
" tects, they discovered that there
were some problems with specifi-
“cations of food equipment—
food carts were hard to get
through the doors—and that
thie prison staff did not know
- how to operate the innovative
cook-chill equipment. Based on
‘the results of the study, the cor-
* - rections department was able to
reduce the change orders to
- $800,000—a $2.4 million saving
from a single study. The POE
also resulted in rewritten
guidelines for planning, opera-
- ._tion, and development of a pro-
" totypical kitchen design and
"\ equipment list for future pris-
. ons. The prison staff was en-
. thusiastic that they had a role in
developing the solution.
- The Stubbins Associates (TSA)
-had a two-phase commission
_'from a major engineering firm
to design two 500-person re-
" search buildings. The client was
“interested in using open office
Jandscaping in their new build-
.ings even though their ex1st1ng
_* buildings contained enclosed -
+ offices. TSA persuaded the com-
!’ pany to explore this change by
building and staffing a 30-per-
" son prototype in a nearby office
i ~building. TSA performed a POE
‘of the prototype facility and
- found serious complaints about
. fack of privacy and difficulties
“'maintaining the high security
levels needed for classified re-
search. Asaresult of the POE, it
was decided-to use enclosed of-
fices in'the new buildings.
TSA also performed a POE
several months after the first
phase of the building was oc-
(continued on page 56)

Specifications:
Specbusters

In preparing project specifica-
tions, it'is only realistic to recog-
nize that as soon as the docu-
ments_leave the office and make
their way into the construction
world, they will probably be at-
tacked, and, if possible, sub-
verted or circumvented. The
same competitive forces that
invigorate our economy make
the selection of contractors and
products a battlefield of sorts
that must be traversed very care-
fully by the architect who is try-
ing to control a project.

While these forces are also at
work during initial product
selection, the architect and
specifier are usually able to han-
dle this phase more easily be-
cause the players are fewer and
their ultimate authority is more
obvious. By doing the necessary
research and investigation of
products before deciding, by
narming at least three acceptable
products for each use, and by
working with manufacturers’
representatives during the
documentation period, the
specifier can establish a sound
basis for such decisions and a
strong position from which to
defend these choices.

A strong position is also gener-
ally needed to fend off sub-
sequent attempts to change or
vary what the documents re-
quire. Persistence and ingenuity
(valued characteristics in sales-
people) are regularly applied to
affect product purchases in
favor of the aggressive manufac-
tarer or distributor. And for
contractors, saving money often
means making money, an effort
that seldom ceases. While the
architect’s responsibility is to the
work, others are actively pursu-
ing a better bottom line in their
own interests. Breaking the proj-
ect specificatons is often the
means or the result.

Foremost among the methods
used is the straight-out cost at-
tack. There 1s almost always a
product that can be bought or
installed more cheaply than the
one specified. Seldom will the
(continued on page 60)

benefits of evaluating completed
buildings.

Specifications: Walter
Rosenfeld discusses the problem
of product substitutions.

Practice Points

The U.S. Supreme Court has
supported the authority of
architects to determine what
constitutes “or equal” in
specifications. The court de-
clined to consider an appeal
of Whitten v. Paddock, a case
in which a lower court had
ruled that contractors couid
not decide which suppliers
qualify as “or equal.”

Elementary schools cantinue
to be a booming market for
architects, said Dr. Stuart Rose
at the AlA convention, Los
Angeles County, for example,
gets 3000 new students every
month. Complicating the situ-
ation is the fact that few archi-
tects have had much experi-
ence designing schools during
the past 20 slow years.

Lump-sum fees are vsed by
architects more often than
any other billing method, ac-
cordingto asurvey by Profes-
sional Services Management
Journal. Forty-three percent
of firms use lump sum fees; 22
percent use a percentage of
construction cost.

Restroom facilities are not
usually provided to both
sexes according to need, says
the Washington State Depart-
ment of Transportation. Their
study indicated that women
spend 75 percent more time
per use in restrooms than
men, and recommends a 60—
40 female-to-male toilet
fixture ratio, instead of an
even split.

An interlocking relationship
between the design/build
partners and the supervising
architect of the ill-fated L'Am-
biance Plaza in Bridgeport,
Conn,, was criticized by the
state’s Department of Public
Safety, which said that an in-
dependent supervising archi-
tect, whose presence on the
job was required by a state
finance authority, was in fact
a subcontractor for the archi-
tects of record.
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cupied. They found that col-
umns in the secretarial area lim-
ited the number of work stations
that could be placed there. Al-
though the engineering firm
had originally intended simply
to use the same plans from Phase
1 for Phase 11, the POE con-
vinced TSA to move the col-
umns, reorient the offices to
make them more energy
efficient, and make numrerous
other small improvements. The
POE;s of the prototype and the
Phase I building saved several
million dollarsin energy and
renovation'costs and helped lead
to fouradditional major commis-
sions for TSA from the en-
gineering firm.

Although success stories such
as these are becoming more com-
mon, relatively few architecture
firms have embraced POE. Most
activity is by large building
clhients such as IBM, Westing-
house, U.S. Postal Service,
Health and Welfare Canada,
California Department of Cor-
rections, and others who have
incorporated POE into their
building procurement and man-
agerment process. POE now af-
fects billions of dollars of con-
struction annually.

Architects have been put off
by the arcane, scientific mystique
and jargon that have sur-
rounded POE, and by the diffi-
culty in funding POEs. Recently,
however, evaluators have gotten
cannier about producing action-
oriented studies that address
clients” and architects’ needs,
that are clearly and graphically
presented, and that can be ac-
complished within modest
budgets.

POE Benefits and Pitfalls

POE can be an effective way for
architectural firms to achieve
such important goals as extend-
ing their relationship with the
client after the project is com-
pleted, getting feedback from
past projects to increase office
expertise, and addressing poten-
tial shortcomirigs in buildings
before they become serious
problems. POEs also help in
gathering specific information
and, perhaps more important,
serve as the basis of discussion
with the client and within firms
about goals, strategic plans, and
design methods. Firms that do
POE on a regular basis have
found that:

POEs improve client relations.
Firms such as Kaplan/Mc-
Laughlin/Diaz of San Francisco,
The Stubbins Associates of Cam-
bridge, Massachusetts, CRSS of
Housion, and Brooks & Associ-
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ates of Tucson often perform a
study of a project after comple-
tion, at their own expense, as a
value-added service. They have
found that POEs provide an
opportunity to demonstrate. a
long-term commitment to the
project and to talk to the client
after the formal contract period
has ended. These POEs typically
include interviews with senior
administrators in the client or-
ganization, interviews with some
typical occupants, walk-through
observations by architects or
consuitants, and sometimes for-
mal questionnaires distributed
to department heads or repre-
sentative occupants.

The POE has resulted in
clients requesting additional
architectural services—often
interior space-planning—to ac-
commodate organizational
anomalies discovered during the
POE. Most of these firms say
they emphasize POE in their
marketing because it reflects a
continuing interest in the cli-
ent.

As in the California prison
example, many of the client’s
concerns discovered in a POF,
can be easily corrected because
they can often be traced to im-
proper installation or reflect
misunderstandings about how
to use the building. This type of
fine tuningis particularly impor-
tant to a firm’s reputation be-
cause clients may become fo-
cused on an unbalanced HVAC
system rather than their gemneral
satisfaction with the building. In
addition, most architects want to
know whether the building met
the client’s needs before listing
that client as a reference for
future work.

POE:s head off later problems,
Some architects worry that a
POE might expose flaws in the
building that the client had not
otherwise seen. This is a valid
concern. One POE by an archi-
tecture firm discovered unrecog-
nized major problems in installa-
tion of the HVAC system that
led to litigation against the
mechamcal contractor. How-
ever, architects who do POEs
argue that the client would even-
tually discover serious problems.
They find that POE provides an
opportunity to deal with
shortcomings in a-positive man-
ner before they become serious.
Often the client remembers the
attempt to correct difficulties
more than the original problem.
Architect/attorney Gerald
Gameil Weisbach, a partner in
Natkin & Weisbach, San Fran-
cisco, observes that POEs allow
architects to express a continuing
interest in a building that is 1im-
portant in establishing a good
relationship with the clients.
“Your friends never sue you,”
says Weisbach.

Weisbach notes, however, that
the evaluator whio is performing
under contract has potenual
liability exposure if he or she
does not discover a problem with
the building that causes the client
harmlater. Weisbach recom-
mends that if the standard AIA
speciaior designated services
formsare used, a very explicit
scope of services should be at-
tached for the POE (and should
be equally explicit about the is-
sues, systems, or areas of the
building that will not be in-
cluded), since unlike architec-
tural design, POEs have no his-
tory of practice toestablish a

standard of care. This is useful
advice given theinexperience of
most clients with POE.

POEs provide information useful
on subsequent projects. Herbert
McLaughlin, a partner in Kap-
lan/McLaughlin/Diaz, evaluated
a private psychiatric hospital in
Marin County as preparation
for designing a new hospital for
the same client. He discovered
that unlike the patients he was
familiar with, the patients in the
private hospitals spent their day
walking around: Sometimes they
circled widely, avoiding all social
contact; other times they would
walk by the edge of activities and
observe; occasionally they would
walk right through and partici-
pate. This concept of a choice of
routes and a progression of
levels of involvement became
the basis for the firm's-design of
the subsequent facility and
helped provide the concept for
two other acclaimed projects: an
office building and a jail.

POEs can also help refine
standard details and design vo-
cabulary thatmay be repeated in
other projects. POE. is particu-
larly well suited to refining fea-
wures over tme. As architect
Michael Kraus says, "Developers
of spec office buildings are most
interested in lobbies, elevators
and bathrooms.” POE can have a
role in fine-tuning rhese features
and in understanding when cus-
tom design is niecessary.

Doing POEs

The action orientation. to many
current POEs is'a departure
from the social-scienice approach
that has been emploved for two
decades. Whereas most POEs
had focused on the interests of
the evaluators, action-oriented
PQOEs address the needs and
perspectives of decision-makers.
Earlier POEs primarily
addressed whether the final
building has met the original
programmatic objectives; action-
ortented POEs also-examine
how objectives and organiza-
tional goals have changed. This
helps the architect and chent
reflect on whether administra-
tive policies need 1o respond to
altered realites. ‘This more
dynamic model of POE is in
many ways similar to architec-
tural practice where clear coms-
munication with the clientis
critical and where criteriaand
goals never seem to stand still.

How to fund a POE. Whereas
some POEs are internally
funded by architecture firms,
the growing acceptance by large
building clients suggests a poten-
(contineued on puge 38}
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tial market for promoting POE
services'to clients. Clients who
pay for POEs often have several
things in common: They are
developing a series of buildings
and see the value of refining the
product; they are facing consid-
erable uncertainty, where the
rules are changing and they can-
not rely on past experience or
conventional wisdom; and they
are in an organization open to
informarion.

For instance, the California
Department of Corrections
(CDC) has begun one of the
largest public construction pro-
grams in the world. After not
building new prisons for over 50
years, they arespending $4 bil-
lion to more than double the
capacity of the state’s prisons. It
was not difficult to sell them an
ongoing POE program to test
prison designs and prison com-
ponents because they see their
design process as one of refining
prototypes.

Who will use the information and
how? POE is a useful part of a
broader strategy to gather infor-
mation that can be of help to alt
steps of the building process:
planning, pro forma analysis,
programming, design;, construc-
tion supervision, and manage-
ment. The evaluator therefore
needs to consider who makes
decisions of various kinds and
how decision-makers are accus-
tomed to receiving information.
Detailed information about the
ethciency of area per bed may
interest a hospital program plan-
ner, but the administrator may
be more concerned about cost-
effective ways of improving the
wayfinding system.

The action-oriented evaluator
begins the POE by temporarily
setting aside his or her precon-
ceptions and listening to the
clients’ needs. Keyissuesinclude
clarification of their background
and formal and informal respon-
sibilities, what past reports or
studies they have found useful
(and why). anv past positive or
negative experience they have
had with evaluation, and the
specific uses to which the POE
information will be put.

What kinds of information (and
how much) do decision-makers
need? Many early POEs were like
shooting in the dark; sometimes
vou hit the target but you used a
lot of ammunition. In order to
satisfy the often tight budget
constraints of action:oriented
POEs, evaluators are questioning
carefully what is needed to meet
the client’s requirements. The
question is how little information

can you collect and what meth-
ods are most appropriate. A
brief walk-through by experts
and representative interviews
may be sufficient to'evaluate one
place. When the intention of the
study is to generalize to other
settings, times, or user groups,
then methods such. as-question-
naires or standardized observa-
tion schemes that allow more
control and comparability are
appropriate.

How can information be guthered
with minimum time and money?
Many people assume that hand-
ing out questionnaires.to build-
ing users is the most efficient
way for an evaluator to get a lot
of information in a short amount
of time: While it may require
relatively little effort to adminis-
ter, a comprehensive question-
naire is very costly to develop
and time=consuming to analyze:
Many POEs can be conducted
with less formaltechniques,
utilizing resources within.the
client organization or architec-
ture firm. Information is being
gathered by organizations all the
time anyway and that presents
opportunities to piggyback
evaluation needs. Staff in:institu-
tional settings such as hospitals
or prisons; for example; conduct
many routine checks of clients
and facilities and are often will-
ing to record information when
provided simple checklists.

Organizational archives are
another source of information.
Jim Wise, an environmental
psychologist, used film from
security cameras to evaluate
which bank designs were most
prone to bank robheries (see
P/A, Jan. 1986, pp. 138—139). In
organizations that complain. of
too little meeting space, a review
of conference room reservation
logs often reveals parterns that
yvield solutions less costly than
constructing more meeting
rooms.

Perhaps the greatest impedi-
ment to broader acceptance of
PQE among architects has been
the assumption that they must
have specially trained staff to do
an evaluation. While some as-
pects of POEs, such as question-
naire writing, dorequire specific
training, most architects can
develop good interviewing and
observation skills by refining the
commurnication skills they use in
everyday practice.

Some techniques are deliber-
ately low-tech to allow broad
participation. The touring inter-
view developed by Robert Shib-
ley, a'partner in the Caucus
Partnership (Buffalo). and his
colleagues at Victoriz University
(continued an page 64))
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in New Zealand has been used in
many action-oriented POEs. In
the touring interview, small
groups of building users are
walked through portions of the
building they are familiar with
and are asked open-ended ques-
tons such as: “What goes on
here? What works or doesn't
work?” These responses are used
to stimulate discussion in a fol-
low-up'small group meeting that
can be used to clarify the users’
responses and generate sugges-
tions for the building or future
buildings.

Also, knowing when to use
other people as resources can be
critical to efficient POE develop-
ment. Expert consultants may be
very useful, for example, in a

half-day building walkthrough
to identify critical issues. Public
Works Canada has used teams of
specialists, composed of archi-
tects, engineers, psychologists,
and scientists, to walk through a
building and provide a prelimi-
nary analysis of how well the
building performs that then be-
comes the basis for future inves:
tigation. Interaction among the
team often stimulates discussion
ofissues that might have escaped
the notice of a single consultant,
Health and Welfare Canada,
with the Boston consulting firm
Building Diagnostics, Inc.,
trained facilities managers in
hospitals to be the manpower for
conducting POEs. An important
side effect of this is interesting
the staff in its implementation.

How can evaluation results he
presented so they are interesting
and useful? Many early POEs
were difficult to read because
they had been written in the
traditional style and format of
academic papers. Findings that
are going to result in action must
be easy for decision-makers to
absorbataglance. InaPOEof a
community mental health center
for the Massachusetts Division
of Capital Planning and Opera-
tions, the consulting firm of
Welch & Epp Associates used
annotated floor plans and histo-
grams to make the results of
their studies interesting and per-
suasive to future mental health
policy-makers as well as to the
health center’s on-site facility
management staff,
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The likelihood of findings
being implemented can be in-
creased by such techniques as
publishing the findings in the
organization's newsletter or
creating wall posters. When
evaluations point to administra-
tive as well as environriental
changes, the findings might be
presented in staff training ses-
sions. Some architecture firms
use Junch meetings for in-house
training as an opportunity to
discuss what was discovered in a
particular building and what
implications it has for the firm’s
future design work.

As POE has been increasingly
utilized by architectural firms, its,
emphasis has become more prac-
tical and action oriented.
Whether a firm uses the results
to overtly market its success and
concern for clients or for in-
house education of its staff,
POEs acknowledge the impor-
tance of accountability between
client and building user.

Craig Zimring, Polly Welch L

Mr. Zimring is an environmental
bsycholugist un the architecture faculty at
Georgia Institute of Technology. Ms.
Welch heads the research firm Welch

& Epp Associatesin Arlington, Mass.

Specifications (cont. from page 55,
owner be offered full credit for
such cost reduction. Often the
product proposed is not of ap-
propriate quality. Always the
architect must balance cost and
quality, protecting the owner,
the project, and his or her pro-
fessional responsibility (read
“liability”) in the process. Clearly
there are legitimate and appro-
priate cost reductions to be made
somewhere on almost every proj-
ect. However; substitution
proposals need to be received
cautiously, inquiries made con-
scientiously, and cost-benefit
analvzed carefully before the
architect assumes responsibility
tor the new product.

Unfortunately, the construc-
tion period ismpt the best time 1o
be considering substitutions.
The team that put together the
drawings and specifications has
usually been diminished if not
disbanded. There are many
other pressing practical and ad-
ministrative matters requiring
the architect’s attention. It is not
easy to assess quickly all the im-
plications of changes: Time is
one of the contractor’s leverage
points: “We can't get what you
specified in time, 50 if vouinsist
on it instead of accepting this
substitution, you will be holding
up the'work.” Requests for this
type of change usually come late
so that the architect is being
asked to bail out the hapless (7)
feontiniued on page 62)



